Continuing Oversight is Needed to Ensure the
Success of the Exempt Organization Imaging
Project

September 2001

Reference Number: 2001-10-180

This report has cleared the Treasury Inspector General for Tax Administration disclosure
review process and information determined to be restricted from public release has been
redacted from this document.



DEPARTMENT OF THE TREASURY
WASHINGTON, D.C. 20220

INSPECTOR GENERAL
for TAX
ADMINISTRATION

September 25, 2001

MEMORANDUM FOR COMMISSIONER, TAX EXEMPT AND GOVERNMENT
ENTITIES DIVISION

ol O prdion.

FROM: Pamela J. Gardiner
Deputy Inspector General for Audit
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This report presents the results of our review of the Tax Exempt and Government
Entities (TE/GE) Division’s return imaging project. The overall objective of this review
was to determine whether the project to image exempt organization annual information
returns (Form 990) is achieving the planned goals of increasing availability of returns to
internal and external customers and reducing costs associated with the administration
of this program. We also determined whether the Internal Revenue Service (IRS) had
processes in place to maintain the current level of program results and increase the
value of this operation.

In summary, IRS management has achieved the most significant goals for this project
by improving the process of creating copies of Form 990 returns and by increasing
access to the return data. However, several significant goals for the project have not
been achieved. For example, we determined that the IRS has not completed actions
necessary to:

Image 100 percent of the Form 990 returns filed with the IRS.

Reduce the resources needed to provide access to Form 990 return
information.

Increase the timeliness for providing access to Form 990 returns.

Reduce storage costs associated with the filing of original Form 990 returns.



Our audit also identified an opportunity to reduce the resources needed to process
Form 990 return information by leveraging data that are accumulated by an external
non-profit organization. The IRS can better accomplish project goals and derive
maximum benefits from this program by implementing the report recommendations to
assign appropriate functional responsibility, develop appropriate service level
agreements and apply formal project management techniques.

Management’s Response:

IRS management agreed with the recommendations cited in the report and is taking
appropriate corrective actions. The Commissioner, TE/GE Division, will assign the
responsibility for the imaging project to a manager, establish service-level agreements
with the affected IRS functions, and evaluate whether products from non-IRS sources
can be used to reduce costs or improve services of the imaging project. Management’s
complete response to the draft report is included as Appendix IV.

Copies of this report are also being sent to the IRS managers who are affected by the
report recommendations. Please contact me at (202) 622-6510 if you have questions or
John Wright, Acting Assistant Inspector General for Audit (Headquarters Operations

and Exempt Organizations Programs), at (202) 927-7077.
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Background

The Internal Revenue Code (1.R.C.)* requires that annual
information returns? filed by certain tax exempt

organi zations be made available for public inspection. The
associated Treasury Regulation® requires the Internal
Revenue Service (IRS) to make these returns available for
public inspection upon written request. The regulations are
designed to ensure that state enforcement agencies and the
general public can make informed decisions as to whether
these organizations are using donated funds for tax exempt
pUrpoSEs.

Historically, the demand for Form 990 returns has been very
high. The IRS frequently receives requests for large
volumes of Form 990 returns, such as all of the returns from
ageographic area, or all organizations that are exempt under
specific sections of the I.R.C. Prior to imaging technology,
requests for large volumes of information were completed
through a process of copying the return information that was
maintained on aperture cards.* Requests for individual
Form 990 returns were completed by providing the
requester with a photocopy of the paper Form 990 return
filed with the IRS.

In 1996, ajoint effort by the Tax Exempt and Government
Entities (TE/GE) Division, the Statistics of Income Division
(SQI), and the Ogden Submission Processing Center
(OSPC) was initiated to provide better service to customers

and other stakeholders. The project enabled the IRS to
electronically image the Form 990 returns.

The imaging equipment was partially funded through a
reimbursable agreement with a non-profit organization that
provides data to the public and conducts research on many

126 U.S.C. 86104 (1994 & Supp. V 2000).

2 Tax exempt organizations file a Return of Organization Exempt from
Income Tax (Form 990) or similar form. The phrase “Form 990
returns’ in this report includes: Return of Organization Exempt from
Income Tax (Form 990), a Short Form Return of Organization Exempt
from Income Tax (Form 990-EZ), and Return of Private Foundation
(Form 990-PF) unless stated otherwise.

® Treas. Reg. § 301.6104.

* Aperture cards are photographic copies of returns that are recorded on
film similar to microfiche.
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The Most Significant Project
Goals Were Attained, But Some
Benefits Remain Outstanding

public/social welfare improvement efforts. The
reimbursable agreement requires the IRS to deliver
electronic images of the Forms 990 to the non-profit
organization monthly. The images are then made available
to the general public through the non-profit organization’s
Internet site.

When considering whether to invest in the imaging
technology, the IRS documented several benefits that the

technology would provide to the IRS and its customers.
These benefits included:

Increasing the availability of Form 990 return
information without impacting the timeliness of pipeline
processing.

Increasing the ability to complete requests for Form 990
returns by having an electronic index of the returns.

Removing reliance on outdated aperture card
technology.

Imaging 100 percent of the Form 990 returns filed with
the IRS.

Reducing resources needed to provide access to
Form 990 return information.

Increasing the timeliness for providing access to
Form 990 returns.

Reducing storage costs associated with the filing of
origina Form 990 returns.

We conducted our review at IRS offices in Ogden, Utah,
and Washington, D.C., between December 2000 and July
2001. The audit was conducted in accordance with
Government Auditing Sandards. Detailed information on
our audit objectives, scope, and methodology is presented in
Appendix I. Magjor contributors to this report are listed in
Appendix II.

The IRS achieved the most significant goals by improving
the process of creating copies of Form 990 returns and by
increasing access to the return data. Through the
reimbursable agreement, the IRS has facilitated an increase
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in genera public access to the Form 990 returns, along with
achieving the following program goals:

Increasing the availability of Form 990 return
information without impacting timeliness of pipeline
processing.

Increasing the ability to complete requests for Form 990
returns by having an electronic index of the returns.

Removing the reliance on outdated aperture card
technology.

The agreement with the non-profit organization enabled the
IRS to successfully improve public access to Form 990
return information. By providing the imaged tax return data
to the non-profit organization, immediate retrieval of

Form 990 return information is available to the public. The
non-profit organization freely provides access and retrieval
of the Form 990 returns.

The combined efforts of the IRS and the non-profit
organization have reduced burden and increased access by
enabling customers to request Form 990 returns without a
formal written request to the IRS. These efforts have also
improved the response time in obtaining the information
because Internet access is virtually instantaneous. Another
non-profit organization is licensing access to its data
analysis products, which has increased opportunities to
research the charitable tax-exempt sector.

By using the imaged data to complete requests received
directly from the genera public, the IRS also improved the
process of providing copies of Form 990 returns to external
customers. In the past, the IRS would have had to expend a
significant amount of resources to manually complete these
requests. The availability of electronic images and index of
documents has improved the ability to timely provide

Form 990 returns to customers.

The imaging process has eliminated the manual process of
storing Form 990 returns on aperture cards. The aperture
card process required the use of large photographic
equipment that was necessary to create copies of the

Form 990 returns. The IRS indicated that as a result of
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centralizing the Form 990 return processing in the OSPC,
the use of this equipment was no longer feasible due to the
age of the equipment, as well as the physical size and
number of machines necessary to process the large volume
of returns.

Although the IRS has accomplished its most significant
Improvements, several actions still need to be completed to
accomplish the remaining goals of the imaging project. In
addition, our audit identified an opportunity to reduce the
resources needed to process Form 990 return information by
using data already accumulated and keypunched by an
external non-profit organization in conducting IRS
programs. Because of this, we believe the IRS has not yet
realized al of the benefits that could be derived from
integrating imaging technology into its processes and
exploring opportunities that would reduce the resources
needed to process Form 990 return information.

The remaining project goals were not achieved because the
IRS did not use project management techniques when
implementing the imaging project. While a Memorandum
of Understanding was drafted and disseminated to all of the
affected IRS functions, it was never formally accepted.
Also, action plans were not developed and no officia was
designated the responsibility for ensuring that all of the
benefits were realized. In addition, the IRS has not

implemented a process to compare program goals with
actua results.

A formal project management process would have
established a structured approach to:

Identify customers and goals.

Plan specific tasks and assign responsibilities for
completing the tasks.

Describe deliverables and establish timelines for
accomplishing tasks and goals.

Develop objective measures to evaluate the project.

Monitor progress and evaluate results.
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The Office of Management and Budget Circular A-123 and
the General Accounting Office’'s Sandards for Internal
Control require agencies to design management structures
that establish accountability for results when strategies for
implementing or reengineering programs and operations are
developed and executed. Managers should ensure that
appropriate authority, responsibility and accountability are
defined and delegated to accomplish the mission of the
organization, and that an appropriate organizational
structure is established to effectively carry out program
responsibilities.

The following describes the progress that the IRS has made
in achieving each of the remaining goals, as well as an
additional opportunity to reduce the resources needed to
process Form 990 return information.

Imaging 100 percent of the Form 990 retur ns filed with
thelRS

Upon initiating the imaging project, the IRS had established
agoal to image all of the Form 990 returns. However, the
IRS has not been able to image all of the Form 990 returns
with existing resources. The IRS is currently imaging
approximately 66 percent of the Form 990 returns that are
filed each year and it has focused on Form 990 returns that
report the largest amounts of revenue for the tax-exempt
sector. We determined that approximately 12,100 of the
30,000° Form 990 returns that are needed annually to
operate IRS programs are not available as images.

The IRS is evaluating the possibility of expanding the
Imaging operation to include the remaining 34 percent of
Forms 990. The IRS s preparing estimates of the necessary
staffing increases and hardware needed to image the
remaining Form 990 returns.

® IRS documentation shows that the annual usage of Form 990 returnsis
approximately 4,000 and 26,000 for the EO Examination Program and
SOl special studies, respectively.
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Reducing resour ces needed to provide access to Form
990 return information

The IRS planned to achieve areduction of labor costs
associated with making Form 990 returns available to
internal customers by implementing processes to enable
other functions such as the Exempt Organization (EO)
Examination and SOI to use images instead of the origina
Form 990 returns. However, the images are not currently
available for immediate access by internal users because the
system architecture does not permit multiple users to
immediately access the imaged returns. The IRS plans to
install additional hardware that will improve access for
internal customers. Asaresult, the IRS is not using the
Form 990 images in any of its programs. In the meantime,
the IRS will have to physically locate and retrieve
approximately 30,000 original hardcopy Form 990 returns
needed to annually conduct EO examinations and perform
SOl specia studies.

In addition to improving access to internal customers, the
IRS estimates that expanding the imaging project could
reduce the staff time needed to process some external
regquests by approximately 20 percent because all public
requests currently cannot be provided from the images. The
existing process requires employees to manually determine
whether the Form 990 return is available as an image or
whether the origina return has to be retrieved and
photocopied.

I ncreasing timeliness for providing accessto Form 990
returns

The IRS demonstrated that most of the Form 990 returns are
available for public release within 2 months after they are
received at the OSPC. However, the IRS has experienced
difficulty in completing the actions that would enable it to
provide timely service to all of its customers. To illustrate,
some customers request large volumes of the Form 990
returns, such as all the returns filed by charitable
organizations. The IRS concluded that the best way to
complete these requests was to provide the images of al the
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Form 990 returns filed with the IRS on Compact Disc-Read
Only Memory format.

The IRS has been unable to complete these requests because
it has not established a process for receiving and approving
requests for large volumes of Form 990 returns and has not
established an appropriate cost to the customer for providing
the information. Asaresult, at least 12 requests for large
volumes of Form 990 returns dating back to January 25,
1999, have not been compl eted.

Reducing stor age costs associated with filing of the
original Form 990 returns

The IRS has planned to reduce the cost of storing original
Form 990 returns, but has not taken actions to accomplish
the goal. To achieve this goa, the IRS will need to revise
record retention requirements. If the IRS imaged al of the
Form 990 returns, the storage cost savings should total
approximately $53,802° annually.

One of the barriers to achieving the goal of reducing storage
costs is the need to maintain the original returns due to the
timing difference between the creation of the image and the
processing of the Form 990 return. IRS managers advised
us that since the images are created prior to the completion
of processing, the electronic copies may not document
changes made to the returns during processing, and
problems could arise in using the images in litigation. The
IRS has not addressed the legal requirements of using the
images in place of the original returns and has not achieved
its goal to image al Form 990 returns. In addition, the IRS
has plans to implement an electronic filing initiative for
Form 990 returns during Fiscal Y ear 2003, which will
reduce the reliance on imaging technology.

® We estimate each year of Form 990 returns requires approximately
6,100 cubic feet of storage space. The IRS pays $1.96 per cubic foot to
store original Form 990 returns at Federal Records Center facilities for
4 and 1/2 years. ($1.96 X 6100 X 4.5 = $53,802.00)
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Additional opportunity to reduce r esour ces needed to
process Form 990 return infor mation

With the implementation of the imaging project, a second
non-profit organization initiated a process to transcribe
nearly al of the imaged Form 990 return information into a
proprietary database. The organization uses the information
in the database to conduct research projects and produces
reports on the tax-exempt sector. This organization is also
licensing access to its database for use by other businesses.

The IRS may be able to leverage the data currently being
transcribed by the non-profit organization. The IRS could
also use its architecture to increase public access to

Form 990 returns. Specifically, the IRS could provide links
from its Internet site to other external Internet sites that offer
access to the imaged Form 990 returns.

In previous efforts to accomplish IRS goals, such as
increasing the volume of electronic filing, the IRS has
enlisted the assistance of private firms. The IRS may be
able to achieve additional benefits from this project by
exploring partnerships with external parties.

Recommendations

1. The Commissioner, TE/GE Division, should designate a
manager to assume responsibility for applying project
management techniques to the imaging project. Some of
these techniques include:

Evaluating the validity of each of the outstanding
program goals.

Planning specific tasks and assigning responsibilities
for completing the tasks necessary to accomplish the
remaining project goals.

Describing deliverables and establishing timelines
for accomplishing tasks and goals.

Developing objective measures to evaluate the
project.
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Monitoring progress and evaluating results of the
project.

Management’s Response: TE/GE Division management
plans to assign responsibility for the imaging project to a
manager. The manager will determine the original project
goals that are il valid, implement management techniques
to accomplish the remaining useful goals, and monitor and
evaluate the results.

2. The Commissioner, TE/GE Division, should establish
service-level agreements with all of the affected IRS
functions to document responsibilities for accomplishing
the remaining goals that are determined to be beneficial.

Management’s Response: TE/GE Division management
will enter into service-level agreements with the affected
IRS functions to document responsibilities for
accomplishing remaining goals determined to be beneficial.

3. The Commissioner, TE/GE Division, should determine
whether products, such as links to other external web
sites and licenses for the use of data accumulated by
third parties, could be used to reduce IRS resources
necessary for internal programs using Form 990 returns.

Management’s Response: TE/GE Division management
will evaluate whether products or services from non-IRS
sources can be used to reduce costs or improve services of
the imaging project.
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Appendix |

Detailed Objectives, Scope, and Methodology

The objectives of this audit were to determine whether the imaging project is achieving the
planned goals of increasing availability of returns to internal and external customers and
reducing costs associated with the administration of this program. In addition, we determined
whether the Internal Revenue Service (IRS) had processes in place to maintain the current level
of program results and increase the value of this operation.

To evaluate whether IRS management is achieving overall planned program benefits, we:

A.

Determined whether the IRS reduced its reliance on outdated aperture card processing
equipment.

Determined whether the IRS reduced the labor costs incurred when completing
requests for copies of original returns.

Determined whether records retention requirements had been revised for the purpose
of reducing costs associated with storing the paper returnsin IRS facilities and
Federal Records Centers.

To evaluate whether |RS management has improved internal access to Form 990 returns,*

We:
A.

Determined the number of interna customers and type of return (originals and
images) provided to each during the previous 12 months.

Determined whether complete returns were scanned (including the information that is
restricted from public disclosure) for use by internal customers.

Interviewed IRS managers from the Exempt Organization (EO) Examination function
and reviewed applicable Internal Revenue Manual (IRM) guidance to determine the
extent to which they used the return images in classifying and auditing EOs, along
with identifying any impact resulting from not imaging 100 percent of the Form 990
returns. We also identified barriers to using the imaged returns.

! Tax exempt organizations file a Return of Organization Exempt from Income Tax (Form 990) or similar form. The
phrase “Form 990 returns” in this report includes: Return of Organization Exempt from Income Tax (Form 990), a
Short Form Return of Organization Exempt from Income Tax (Form 990-EZ), and Return of Private Foundation
(Form 990-PF) unless stated otherwise.
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D. Interviewed IRS managers from the Statistics of Income function and reviewed
applicable IRM guidance to determine the extent to which they use the return images
in preparing special studies of EOs, along with identifying any impact resulting from
not imaging 100 percent of the Form 990 returns. We also identified barriers to using
the imaged returns.

To evaluate whether the IRS has improved external access to Form 990 returns, we:

A. Determined whether the IRS has established a process to monitor success in
responding to requests for Form 990 returns.

B. Determined the number of external customers and type of return (photocopies and
images) provided to each during the previous 12 months.

C. Conducted interviews with customers who request large volumes of Form 990 returns
to assess whether the IRS is providing quality service to its customers.

D. Determined how the IRS processes large volume requests for Form 990 returns that
are currently not being imaged, or requests for copies of Form 990 returns filed prior
to initiating the imaging operation.

E. Determined whether the IRS has taken actions to publicize the availability of the EO
returns,

To evaluate whether the IRS has identified and initiated actions to maintain the current
level of program results and increase the value of this operation, we:

A. Determined whether the IRS established formalized agreements that address the goals
and responsibilities of each function.

B. Determined whether the IRS explored opportunities to increase the value and usage of
the return images.

C. Determined whether the IRS evaluated the potential that the current operation could
support scanning the remaining Form 990 returns by decreasing the time
reguirements to image the returns prior to regular service center processing, or
imaging the remaining returns after service center processing.
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Appendix I

Major Contributors to This Report

Maurice S. Moody, Assistant Inspector General for Audit (Headquarters Operations and Exempt
Organizations Programs)

Joseph W. Edwards, Director

James V. Westcott, Audit Manager

James T. Avery, Senior Auditor

Gwendolyn S. Gilboy, Auditor

Gregory H. Holdeman, Auditor

Marjorie A. Stephenson, Auditor
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Appendix IV

Management’s Response to the Draft Report

Yy DEPARTMENT OF THE TREASURY
INTERNMNAL REVENUE SERVICE
WASHINGTON, D.C. 20224

COMMISSIONER
TAK KXEMPT AND
GOVERNMENT ENTITIES
DIViIsioN

SEP 1 4 200

MEMORANDUM FOR DEPUTY INSPECTOR GENERAL FOR AUDIT

T, S

FROM: Evelyn A. Petschek )
) \kﬁ\Commissioneﬂ Tax Exemnpl and Govermnment Entities
SUBJECT: Response to Draft Audit Report — Continuing Oversight

Is Needed to Ensure the Success of the Exempt
Organizations Imaging Project {(Audit No. 200010049)

Thank you for the opporiunity 1o respond to yourdraft report on additional ways
to ensure the success of the Exempt Organizations (EQ) imaging project at the
Ogden Submission Processing Center.

t appreciate your findings that we have facilitated an increase in general pubtic
access to the Form 990 returns, and have attained our most sigrificant goals for

this project:
. Increasing the avallabllity of Form 990 retum information withourt
impacting time of pipeline processing
- Increasing the abillity to complete requests for Form 990 retums
by having an electronic index of the retums
- Removing the reliance on outdated aperture card technology

We also appreclate your suggestions on how we might atlain additiona! goals for
the imaging project as we proceed.

Our comments on the specific recommendations in the report are as follows:
IDENTITY OF RECOMMENDATION 1

The Commissionar, TE/GE Division, should designate a manager to assume

responsibility for applying praject management techniquas te the imaging project.
Some of these tachniques include:

- Evaluating the validity of each of the outstanding program goals
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» Planning specific tasks and aesigning responsibilities for
completing the tasks necessary to accomplish the remaining
project goals.

. Describing deliverables and astablishing timelines for

‘ accomplishing tasks and goals.
- Daveloping objective measures 1o avaluate the praject.
- Monitoring progress and evaluating results of the project.
ASSESSMENT OF CAUSES

TIGTA found that the IRS did not use project management techniques when
imptementing the imaging project.

CORRECTIVE ACTIONS

We will assign responsibility for the imaging project to a manager. Among other
things, the manager will determine which of the original project goals remain
vatid, implement appropriate management techniques to accomplish the .
remaining useful goals for the project, and monitor and evaluate the results of the
project.

IMPLEMENTATION DATE
Aprit 1, 2002

RESPONSIBLE OFFICIALS
Commissioner, TE/GE

CORRECTIVE ACTION MONITORING PLAN

We will monttor this corrective tem through the Business Performance Review
Process of the Commissioner of intemal Revenus, and the Inventory Tracking
and Closure system of the Treasury Department.

IDENTITY OF RECOMMENDATION 2 '

The Commissioner, TE/GE Divislon, shauld establish service-leve! agreements
with ali of the affected IRS functions to document responsibilities for
accomplishing the remalning goals that are determinad to be beneficial.

ASSESSMENT OF CAUSES

TIGTA found that the IRS functions invoived In the project drafted a
memorandum of understanding concerning the project and cireulated it among
themsalves, but did not formaily adopted it.

GORRECTIVE ACTIONS

After we determina the remaining beneficial goals, we will enter into service-level
agreaments, memoranda of understanding, or other appropriate written
sgreements, with the IRS functions that will assist us in achieving those goals.
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IMPLEMENTATION DATE
October 1, 2002

RESPONSIBLE OFFICIAL
Director, Exempt Organtzations

CORRECTIVE ACTION MONITORING PLAN

We will monitar this corrective item through the Business Performance Review
Process of the Commissioner of Intamnal Revenue, and the Inventory Tracking
and Closure system of the Treasury Depariment.

IDENTITY OF RECOMMENDATION 3

The Commissionsr, TE/GE Division, should determine whether products, such as
links to other axternal web sites and [lcenses for the use of data accumulated by
third parties, could be used to reduce [RS resourcas necessary for intemal
programs using Form 980 returns.

ASSESSMENT OF CAUSES

TIGTA observed that the IRS proviously enlisted the assistance of private
organizations to help it achieve its goals, and that the IRS may be able 1o
achieve additional bensfits from the imaging project by explaring partnarships
with external parties.

CORRECTIVE ACTIONS

We will evaluate whether we can use products or services from non-IRS sources
to reduce our costs or imprave our services for the Imaging project and other
Intemal programs that involve the Form 980 returnas.

IMPLEMENTATION DATE
October 1, 2002

RESPONSIBLE OFFICIALS
Director, Exempt Organizations

CORRECTIVE ACTION MONITORING PLAN

We will monitor this corrective ltem through the Business Performance Review
Process of the Commissioner of Internal Revenue, and the Inventory Tracking
and Closure System of the Treasury Department.

i you have any quastions about this responge, pleaze call R. M. Daly at (202)
283-2300.
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